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INTRODUCTION 














National defense in the wedern Atomic Age is perhars not 
only the largest and foremost business of our nation to-day--Wit 
also without doubt the most expensive venture we have over 

to undertake. It demands that we build derenses seo 
hat we are prepared for both a long period of world tension and 
' he | possibility of an enemy attac’ that at any tive richt plunge 
into full-scale, global war. This readiness, recuir-~ 


wmed forces, vast facilities and beses from which we can mount 





the naintaining of relatively large, well-ecuipped 
pmediate, effective mobiliz: vio1, can be purchased only with 

us sums of money. And yet we all can readily appreciate 
at the amount of such monies wich ean ve made avilable must 
pave some reasonable limitations. 

We in the United States, who ponulation-wise, represent 
some six per-cent of the world’: peoples, are in large measure 
rting freedom in the balance; to the extent that the Nivy 
hares in this world-wide military readiness resnonsibility, we 
ast ever ensure thot our portion is provided at the most reason- 
le cost possible in view of the limited funds which we as 
ittigens can offer. FPulfilieent of such a goal obviously weens 


=2 


t+ we must at all times have expert mancyenent throughout the 


1 





2 
Naval Establishment, not only at the 'depertment! and ‘bureau! 
levels but also in all of the major field activities. Expert 





uanagenent in turn, requires intellicent, aetive fiseal control, 
a fact long since acknowledged by private industry of even modest 
 gige and complexity, where they consistently utilize the fiscal 
controller concept as an aid to management, whether or not so 
labelled and whether or not vestcd in the ton executive himself 
or provided in the form of a staff assistance by a controller, a 
treasurer, a financial manaser or an assistant vice-nresident or 
an accountrnt. 

If this major premise is then accepted, you must also 
aecept a corc’ iry: that efrective financial control is a nrover 
‘and necessory function of all lerge-scale naval command (manage- 
ment), both in the field and at the Navy Department; as much of 
a Gommander's responsibility as is tactics or logistics, which he 
has always accepted Ag the *product! whieh the military ‘industry' 
is selling. 

Or let's take another tack in our pursuit of the premise 
that active, informed financial control must become >ore ea part 
of MWaval management throughout all commands. Consider for a 


yend 
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moment the translation of the oillions we in the military 
@ach year in a form that is understandable to all of us. It hag 
peen firured out by soveone mathemntically gifted that one billion 
Gollars represents a stack of thousand-doller bills one hundred 
feet higher than the Washington ilonument, a shaft with which we 
are all quite familiar. Not 1's or 5's or 10's; not 20's or 50's 


er even $1CO-doller bills mind you, but one thousand dollor bills: 
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ther consider then that the "Naval budget for the coming fiseal 





year, exclusive of any sup: lemental or deficiencies, will approxi- 
wate twelve billion dollars; <nd that this does not begin to sate 
isfy the entire Department of Defense needs, for the Arsy and Air 
Foree appropriation totals will drive the single year military 
budget upwards of forty billion dollars! 

Nete also that two years of national defense at this 


‘peace-time' rate, only Lady the wonder-horse from North Carolina 





ould estimate the atomic war rate, eats up the total earnings of 
@ll people in the United States Living west of the lMississi-pil 

Om a purely numerical basis, this means that everyone in the 
country is ‘out’ some fourteen hundred dollars as his contribution 
for only two years of defense, not to mention the additional ovt- 
lay for the numerous other costs of his federal governuent. 


Would we be naive in »*-"ieving that sound financial mene 





agement of these tremendous budgets and expenditurcs infers full 

recognition of fiscal control by major field commands, not merely 
top= Ces 
ecomptrollers are presently mainly utilized. Is it fcolish to 





vand in the Navy and Defense Departments, where fiscal 


pélieve that extension of this concept of capable financial 
control through naval commanders aware of the new science of 
financial management, will actually save us personal dollars? 
Aside from any selfish tax=dollar interest, most of us are so 
patriotic that we want to be intensely proud of our own service 


and it's efficiency in administering it's portion of public monics. 





Obviously, we can see that any tool or technicue which all 
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— can employ in any way to wore ably and iIntellicently 





sneh staggering sums as they in fact manare, must be 

} eumeytes as an 2dditional challenges; whereas they have tradition} 

| ally excelled in operational, technical and tactical skilis, now 

they have stimulation to equally succeed as full-scale business 
executives throuch full ercesp of their financial potential. the 


naval executive can no more ignore his daily direct concern with 





his enormous financial resvonsibilities of co»cand than can his 
commercial counterpart, the head of large concern, isnovre what 
it ‘eosts' his eompeny to nrojuce 2né sell it's partievlar 
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Criticism has been made that the entire federal budzet 
is out of control, but thal in particular, the military portion 
is an"incomprehensible monster"; if this indictment be true, then 
‘we in the military are surely more than fifty per-cent to blome 
for we have recently been spending rore than half <f tne total 
national budget. To this extent, we must endeavor to ameliorate 
the situation, certciniy the naval portion of any blaue. There 
_ is perhaps no more fertile area to begin buil¢ing the confidence 

meeded then this: wider recognition and employment by commanders 

nhevy-wide of the commercially tested and »roven concept of fiseal 
 @ontrol as the effective tool it is to navy ‘managers’ in estab= 
dishing and expending their naval allotments and appropriations; 
by using it to prove, with facts, that naval recuirenents are 


based on sound needs, csrefully considered by vast exverience 








and future plans; that their every recast is fully and expertly 


justified in a manner that permits intensive or summary revicw by 





5 
the executive and legislative denartments as well »s by their ow 
Wavy Departzent, the Department of Tefense or the citisenry. The 
specific duties and methods that are to be emnioyed by the naval 


executive or required by him from his designated staff aid for 





Controller' tyne counsel will be discussed at more length 1: 


mapters Three and Vour,. 





Nevertheless, it is of interest to recall at tris noint 


that the Bureau of the Dudget formally places responsibility: 
ewetlpon department and agency heads for maintaining contine 
uous appruisal of the econory and efficiency of their 
operations and for conducting manazgenent inprovenent 
activities. It requires the development and keeping 
Oonerations uncer continuous review ond in conducting 
wren to identify and solve major mana event problems. 


heir 


¥ 
@ Dro 
What better device exists for implementing this recuire- 
ment than the constant, professionally-~gauged information wich 
ean be easily and adequately provided by a staff consultant, 
advisor, financial assistant--a ‘Controller’, in siort! He 
€an concentrite on furnishing the executive he serves with the 
greatest: coubinetion. of nilitary and civilian-tyse financial 
"knowehow'; he serves yet he himself neither manages nor controls. 


How well is the Captain or the Admiral, 2s topemansce ent, in- 





formed as to the way the jobs he directs are being performed? 
Does his monthly or perhuns cuarterly 'checl:' with his yresently 


purely accounting officer give ‘iim sll tye fineneial focts he 
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. lgzecutive Office of the Pres sigent, Sureau of the ‘udget, 
Circular *-S, Instructions for Agency Management Improvement 
Plans (Washington: Governnen ice, 1950 
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could possibly use in the Caily decisions fe wust mave?t Or corlea 
@ siilled controller assist hin substentially in reaching the best 
possible budget for his comaend, data better suited for >is »rogran 
planting and evaluation of alternative courses, facts erystallized 
amd slanted solely for executive attention in charting a course. 

This the controller can do by established vrofessional 

prinecivles of analysis, research, comprrison and rccovned tion. 
However, and it is to be emphacized, he leaves to those he serves 


all decision-making, 211 policy-~formuistion, direction and oper- 





supervision; these line functions he well imows, must never 
be vested in the controller as such. ‘in this way only can he be 
completely objective and without bias in his appro-ch and utilise 
ation of the most approrriste survey, anelysis and revorting teche 
Miques; for he is not saddled with the opernting vesponsibility 
ef any division or of the command, nor even for the decision 
which may be reached by the coweander him:elf woon the frets 
available. 

Therefore, in the chapters to follcw we will consider 
the eurrent status and develop cnt of the controller and th 
financial control conce»nt in order to better understand the 
implications for progressive cormoanders; we will anelyze the 
recent act of Congress which created the Defense Department 
controller and controllers for each of the three vilitary depart~ 
ments; we will exam’ ne general and «specific duties and responsi-~ 
bilities and goals proper for efeetive Tavy Controllers, what 


help they have been to date and what they may be expected to 
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s and ae of utilization; and finally, we bane to 

st a partic} answer to such questions as whether or 
ught to be a full-time career naval controller exclusively, 
— 

to skeptical field-level commands and those line and staff 












contrel concent as herein desuribed can even be 





wal officvrs who fcel it invaces t cir vreror tives. 
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CTL APTE ER 2 
LEGAL HICTORY OF TUR MILITARY CONT .OLLER 


The National Security Act Amendments of 1949 added a new 












q tle 1V to the National Security Act of 1947, entitled: "Pro- 
ytlon Of Economy and Efficiency Through Ustablishnent of Uniform 
igetary ind Piseol Procedures and Organizations". For our 

ose in this tr atise it necessary only to cite those pro- 

~ ions which have major impact on the military controller; in 

$ light, the net results of the new legislation were that it: 

"fn Created an Office of the Comptroller of the Department of 


“’ 
fense, and offices of Comptroller and Deputy Comptroller in 


vy 
oni 


of the three military departments. 
Re. Required adoption of a functional or ‘performance! type 
| nndget by the Depart: ent of Defense. 
». Authorized establishment of working capitel and ranagement 


yy. Requires maintenance of property and inventory records on 
poth a quantitative and a monetary basis. 


It is firmly believed that enactment of Public Lew 216, 
sially of Sections 403-408 wiich are budgetary in nature, 
aa the need for, ané implys actually, more thon merely 
ment' level controllers. (Legally, they are Conptrollers 
bases in the laws; the sutvor prefers to continue to spell 
ie ‘hene and pronounce it as ‘controller! in order to avoid 

j0ssible distasteful or erroneovs relationship with other 


stly a@ifferent functions or offices statutorily now in exist- 
8 


















9 ) 

e such as the Comrtroller-General, The Conptroller of Currency 
) Rather, it is felt that these lawa sensibly demand the 
tical expedient of te resoonsible military denvartments in 
extending the concent to provide someone in every major command 
who is qualified to perform the professional Cunction of sound 

| financial control, irrespective of whether he be the commander 





self, or whether the person so-chosen and his function be 
labelled specifically 'controllersnip'. 
Let's look at the first cited section, Section 403, which 
among other things directed utilization of the so-called ‘per- 





ace’ budget in presenting and justification of future Derart- 





ment of Defense budgets and estimates. “riefly, and in simplest 
ras, this means reporting and accounting for the cost of 'ner- 
ming’ identifiable functional prograns or activities, with 


ear segregation of operation:l and capital progrems. But, you 





may say, this new provisicn of itself need not dictate the cstab- 





Ai ste t of additional budgeting or accounting staffs or organ’ s- 
aticns. Yiowever, the acts go somewhat beyond merely gcnerating 
 S$0-ecailed ‘perforsance' accounts; for example, it specifically 

_— charges the head of the department, and certainly by implication, 


jub-ordinate bureau, office, base, activity and area commanders 





with full responsibility for ali financial, fiscal, cost, account~ 






ing, etc., aspects of the program, mission or command which they 





head or command, or perhaps it would better serve cur purpose to 


gay, manage. | 
fhey must then constantly review their militery end naval 
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operations in the customary fashion with weich all are familiar 
and adept, but must also now continuvusly review the command's 
finaneial operations, with all the ramifications that this implies, 
in order to thus ensure pronmnt identification and solution of the 
myriad fiscal problems now forcibly a part and parcel of military 
management as a result of Public Law 216. 

This latter recuirement then is a new facet, and would ape 
pear to strongly suggest the advisability of »vroviding the overs 
burdened executive with something at least resembling an estab 
lished control concept, if not a staff controller, as an advisory 
adjunct to meet his newly ordsined financial management role. As 
it now stands, the burden falls solely on the individual comander; 
his previous management resnonsibilities, which already occupied 
his time rather fully, will otherwise be diluted adversely by 
the newly imposed budget and fiscal duties. Not withstanding 
his primery interest, background and need in purely militory overe 
ational tasks, he must now be personally invormed in tre 'ficure= 
battle's must geuge his activities in the licht of their relative 
economy as well as need, tne efficiency of the command in achiev- 
ing it's get mission. To do so, he will necd to be nrenared to 
personally supervise initial apnortionments; to withdraw, transfer 
or add-to the funds of his several depart-ents, divisions or 
commands. 

| In short, he must be able to sift funds as well as tas«s 
when prudence so dictates. What hes private industry, where totel 
responsibilities and diversity of tasirs agsignable to any one 





LL 





ividual never reach the covplexity they do in military coumand, 
done to meet the even lesser challenze to their top manazers. ‘fter 
long trial and experience, the progressive elesents in almost every 
large-scale private entervrise have found the practical answer to 

be the utilization of a staff executive, usually but not always 
labelled as the controller, to furnish the specialized assistance 
necessary. he became their tevaluater', whose sole duty it is to 
furnish objective, finaneial planning data and analysis required 


by management in arriving et decisions for which the ton-executives 





euldn't possibly dig-out and researeh the details hirself. 

Some naval comaancers with whom the author has had oppor- 
tunity to discuss the concept espoused herein, express full undere 
standing of the management assistance intended and readily adnit 

a@ necessity for such aid; however, they state unequivacably that 
the ultimate purnose of military or naval command is victory at 
sea or in combat, and that the voluminous financial and budget- 
ing procedures lead to a flood of questicnable paner facts, 

Attention to these matters merely would reduce the tine 
@ coumander has availabe for his vrimary task, naval combat 
matters. In attetptinz to defend the control concept to these 
genior officers whose interests or duties had not yet led then 
to explore the financing or dollar aspects,of necessity behind 
the dollars they had been secing as allotments, the author found 
@ brief chronological tracing of the naval budget to be sinzulsarly 
helpful. The federal budget process seems simple enousgh yet 


there are many enmeshed in it by occunation wero souchow have 
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12 
| never had occasion to understand the dearth of deteriled information 
bout it; for this reason, and because a clear unverstanding of 

the neval budget is necessary to perceive the financine that must 
precede every expenditure of naval sionies, as well as the place of 
a Controller, the steps or phases of the budget age shown herein. 

The yearly military budget begins it's first sten when the 
Director of the Bureau of the Gudget, in his cavacity as an exec» 
utive arm of the President, advises the Denartment of Defense of 
the President's budget policy for the year to be budgeted; he 
further provides the Defens2 Department, as he does alli large dew 
partments, with a target figure as a ceiling and calls for ~ c 
department's estimates of apvropriaticns recuired within this 
@eiling, This ‘eall' is normally issued in June, and covers the 
requirencnts for the Fiscal Year beginning twelve months later. 
Actually, the Navy Department, as a practical necessity antici- 
pates this celi by becinning tke volun’ nous details of budcset 
preparation at least some six months earlier, in January. 

However, upon receint of the call from the jureau of the 
Budget, the Department of Defense's budget officer, the Comptrol- 
er, as a staff aid to tov-management (The Secretory), then 
requests the three military dep:rtments of Army, Air rorce,and 
Navy , via their respective coxptrollers, to forward the individual 
aepartaent estimatcs. These department estimates in turn are 
normally limited by ceilings imrosed by the Cecretary cf Defense. 
Also, they may be limited by policy determinations of the Dudget 
Advisory Comittee of the Joint Chiefs of St-ff, who review indiv- 
- 4éual department estimates in the interest of over-all Defense 





, 





13 
_ Department co-ordination and Force recuirements. 
men completion of the stagrering and often seemin-ly ine 

possible tesk of preparation and detailed justification within 
each of the three departments of it's own budget estimate, must 
seriously begin. While the listing of the multitude of detail A 
steps in the Navy Department would serve no useful purnose in this 
study, some idea may be gained of the monumental provortions of 
the task by merely noting that in the final product there nust 
be absolutely no wealmesses in expenditure justifications, no dup- 


lications of effort, inconsistencies in programs, organization, 





management, etc.; this must be positively confirmed by thorough 
internal department review and scrutiny, from field level to 
bureau level, anong various bureaus and offices, and from the 
Chief of Naval Operations down to the very last field commander 
whose needs it relates. To do less invites apprehension, lack 
of confidence, arbitrary crippling red..ctions and perhaps doom, 
at the hands of the public's review autrorities, the Congress. 
Excepting their actual comb:t role, this request and 
justification for the funds which are their life-blocd, is in 
the writer's opinion the military's foremost task to-day! For 
without adequate funds, no anount of adequacy in technical skills, 
tactics, operations etc.,@n provide the defense the present taut 
world demands. 
Next, these completed individtal department budget estimates 
go to the Department of Defense and then, after searching review 


and. 





co-ordination there, on to the Sureau or the Pudget by a 


 gtatutory deadline of 15 September. Here they are subjected to 
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most extensive and detailed executive review by the Director of 





the Bureau of the Budget and wis committees, al] thoroughly inform. 
ed 
President hirself, they hold hearings in order to permit detailed 





nd expert in the field in which they review. Acting for the 


oral amplification by the defense departmens, prior to any exce-~ 
utive changes they may deem necessary under the President's guide» 
Lines. Upon approval or modification, the estimates are transe 
mitted to the President of the United States who, cesnite the 
Budget Bureau review, may direct still further changes or justi- 
fications; when avproved by the President, he forwards the entire 
federal budget, including yearly military estimates, to °° trnr- 
ress with his January budget message. 

The next phase is the conrsideration of the budget estimates 
by the House of Representatives’ Appropriation Committee, and in 
the case of the military departments’ budget, by the Military 
Appropriations Sub-Committee; the Navy's budget is further specif- 





Ly handled by the Naval Avpropriations Sub-Committee. In these 





sub-committees the estimates and their justifications are given 
an @ven more exhaustive and pnainsteking scrutiny by the 'people’ 
themselves so~to-speck; through hearings and testimony of officials 
and interested persons, the sub-committees determine their final 
appropriation proposals for sending on to the full committee and 
eventually, the ff]: or of the House in the form of printed reports 
for debate and House action. 

Next, sinilar steps must follow in the United States 
Senate; and any differences of cpinion in the two bodies must 


then be reconciled through joint c nferences of both Vouse and 
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ate appropriation committeemen. fhe final Appropriation Act, 





containing the military as well as all other government denart- 


ment appriations, is then transmitted back to the President, who 





may veto the whole Act but may not chanre individual amounts, 

Bear in mind now that this covers only the recular appropriation 
and estimates; supplement ond deficiency appropriations are almost 
invariably requested, and for these, separate estimates and justi- 
fications must be prepared, and essentially the same rounds, hear~ 
ings, and procedures must follow. 

As a final step or pnase prior to any expenditure of funds 
by the Navy Department, any necessary legal authorization of pur- 
poses must have been obtained, the required funding instituted, 
and departzent requests for anportionments of their specific 
appropriations forwarded. 

Thus, ignoring completely the even more exacting and de~ 
tailed job of year-a2round execution anc control of the budget 
actually granted, the stens so bricfly noted above would appear 
to be sufficient grounds on which to gua guet the earliest vossible 
extension of formal 'controller' representation and awereness 
to all major field commcnds. fllow could we vnossibly exvect the 
total Wavy budget to be any better or any vorse than the cumul- 
ative financial manecgoment abilities,or opportunities for concen» 
trating on such details, of those navy executives whose manage- 
ment skilis it reflects. In to-deys complexities, each commander 
ean hardly be expected to be both a financial Croesus and a 


tactical John Paul Jones or Mahen. 








CUAPTER 3 
GOALS OF TIE COMMIRCIAL CONTROLLER AND 1116 NAVAL COUNTERPART 


in private industry the primary goal is reputed to be 





pvofit', and all actions and personnel must necessarily be mease 
ured by the extent of their contribution to this objectives Not 
go in government generally, and certainly not so in military or 
Maval cperations, for they are an econoric waste excent in tne 
light of the existence of possible national enemies. 
And this basic difference is a major one, especially in 
 @valuatinc; the role of a naval activity controlier, or in sauging 
his possible assistance to command (manegement) as contrasted with 
_ what the commercial controller furnishes to his monayement. In 
Most govermment agencies or departsaents, in particular military 
departments, management's objective is not profits; except for 
those few ‘corporation’ tyne agencies which have working-capital 
funds initially appropriated and who rmst render business-type 


financial statements, the government goal is rather ‘effective, 


La | 


he can provide his particular activity commander in removing 


momical' operation. The naval controller's contribution to man» 






mnt will be seen cherfore, in terms of what specific assistance 


Obstacles to this goal; obstacles such as failure of the activity 
OY command to achieve planned objectives; unnecessary, Cunlicating, 
over-lapping or contradictory services; waste within the organization; 
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17 
Zate co-ordination aniong related Navy Department, Defense 
‘Department and fleld-level related programs; provpt dis-continuance 


« . , 
of facilities and services no lonzer essential or mercly ‘conven~ 








ient’ rather than actually a military necessity; lack of devices 

and standards for evaluating performance and accomplisiments tirrcuche 
out local divisions; chronic or increasing backelogs of work; ex+ 
@essive personnel turn-over; end Cinally, he can surely alleviate 
the obstacle of unveasona>dly high wnit-cost per work unit completed, 
whether logistic, operational, office, industrial, planning or even 
staff work! One must adwit that each of these are uator ‘enemies! 

to the military, and that their reduction is in the national inter- 
est as well as the interest of all major activity commanders as 
large+scale business ‘managers’. 

0 the extent a ‘eontroller' awareness or actual repre-~ 
sentation can aid in their diminution, to this same extent can 
Naval command ‘manazerent' canitalize on the controller's aptitude 

a i 


- 
rofessional teterest in the Navy Department's never-endinr 





goal and pursait of higher '>-rofits', viz: higher effectivenes 


63 





conomy in operntions, which we've defined as the military's 
profits. Thus, the naval controller and the commercial controller 
have in effect the same goal, and achieve it in large measure by 
the same techniques. 

It is ecrnestly “oped that readers will not hastily cen- 
e@Palize from the above that the military controller 1s empire- 
pbuilding, that he envisions hiaself os a manager, usurping 
traditional comand prerogatives; or that he st the least, secs 


himself as a specialist in a new and distinct officer career of 
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tial ‘control! utilisation in the navel establishment covets 
of vneses; functioning in his proper sphere, he usurps neither 


icy, decision-making resvonsibilities which must ever attach 





to tne commander nor the teoehnical, accounting responsivil- 
eg historicelly held by the Bureau of Supplies and Accounts. 

| As fer the first above fcoar, even the rost suverficial 
flection demenstr tes that a mere controller could nover hixuself 
‘Giate a command appraisal of the organisation, or it's pro-~ 
staffing and objeqvives., fe may not judse, of his ow 


. 


Pity, just vhat degree or consistency with woich the come 
the operating within 1t's set gools. “ow eould :e reward or 
tise individuals or sub-ordinate commands responsible for 
lent, effective operation or to blaze for the lack thereof. 
The controller has no authority to initiate new programs, 
Les, plans or orerations to meet or solve cven identified 

3 he has no ‘cognizance’, to use the nilitary term, in 

4 water of action for efficieney or for the blaweworthy or 
even final evaluation of accorplisiments. Obviously, these «il 
eommend prerogat: ves; in fact, he clone is specifically 

i with th jné while his foremost resnonsibility is to 
ks sure of winning the actual navel engagement in combet anc to 
attain the command military sission whatever it be, the proces 

of winning must now be carefully measured in financial efficiency 
and effectiveness. 

Helping major activity coxsmenders mect the fiscal norn 


| 


his new two-pronged dilemna is the goal of the controller. 


troller exclusively. The true propenent of wider and better 
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Lo 
Solution lies in complete review, which is primarily an analysis 


md use of the factual data ond reports that are the product of 





md's day=to-day onerations, Such data the controller 
ean assimilate, condense and interprete so as to previde his man- 
nder) with the factual, professional business-type 
basis for the latter's policy and decision-making, for formulation 


of plans, programs, and related budgets recuired; for determin: ag 





maknesses in effectiveness and need for preventative check-ups 
or special further survey in the light of the key factors disclosed 
by the data made aveilable »y the controller. 
in short, the controllers role can be only the traditional 
one of a staff aid, providing the information, advice and fiscal 
pungel the commander needs and desires, 
SOue may ask, In view of the importance implied, whether 
hen the military controller, like ids commercial counterpart, 
11 be a separate and distinct career specialty. To answer this, 
author need only point out that he has yet to speak with any 
officer currently in the departuent level controller shop, 


uding flag vank an@ junior cfficers, line officers and staff 





rps officers, who are little enough for their nrovessional 


o 


berS, Mavy worth, and desire for the diversified aoliity pre- 





isite to higher command, to care for continucd exclusive 


troller duty. sortunately, all recognise nerrow fiscal control 








ity for what it is: another phase, albeit a newer one, of ex- 
+ yaluable training leading to the ultimate goal of all 
val officers, top-command! Tey fully acimowledge controller 


rience as one of the vital facets of the fully informed, highly 
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pable, mature, business-executive ccmmender; they keenly recore 
Mise the increised manezerisl skill being added to their military | 
gills as a result of understanding and appreciation of the tool 
Of finaneial control. Dut while enjoying sueh control duty as 
an educational exverience much to be sovght for as a uniquely new 
training for leadership, they wisely perceive the altovether too 
great iimitations in a career of exclusive controller type duty. 
Higher command comes by promotion, and promotion comes 
usually only to those best qualified in all the civerse and myriad 
elements required of the modern-day naval executive. FPinsonelal 
Management sizill is only ome of the many now required. 
In this aspect, the militery controller must differ with 


C4 


private industry's controller, who is almost elways a fiqure 


—————S,,rC OC OOO 


specialist. It is an accepted axiom of sest successful co mercial 
coneerns that the lergor and more complex they become, the more 


demanding the requirement that they insist on extensive trainin: 


———— x 


and continued relatively long-time evploymert of personnel in 
} Marrow, specialized fields for which such personnel are exclusively 
@ar-mearked, ond from which specialized departments they must Llotv 


promotion~wise. As a matter of fact, private industry leaders 





state they could rot stay in business without adherence to such a 
policy. 
It often appears incomprmensible to then that the United 
States military forces, vastly larger and dukio! Loly were complex 
than probably the dozen largest corporations in our country to~day, 
ean even operate without adonting a sixilar volicy within the 
military establisiment, While it is not the purpose of the 
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present paper to diseuss the intrinsic cirferences between military 
command and commercial business organization methods or require. 
ments, sufficient and fundamental variance cdo exist, in both means 
and ends, to aunly jussify the scemins anomaly. Recruitrent, 
periods of total tenure, service motivations, conditions, times 
and places of employment, coneeivable requirements during emergency, 
ete.s, may suggest some variances; suffice it to say that underly- 
ing all is tiis: the ship or task force commander who Imew only 
'fineneial't principles of command would sink few enemy ships or 
down few aircraft other than his own. 

Fortunately, the formal edecational programs designed for 
training naval officers in controllersrip functions recognize 
the implausibility of career-controllers for the Navy or liarine 
Corps. The existing courses in both civilian and military insti-« 
tutions specify that applicants possess broad mature, experience 
involving operations end comand, and restricts selectees to those 
senior Waveal and Merine Corps officers whose records demonstrate 
@iversity in backcround. 

Contrary to wnat would be the case if controllers were to 
be career specialists, the actual courses being given emphasize 
that detailed, clerical, non-executive type skill in book-kecping, 
statistics, accounting, fiscal budgeting, etc., are not the ain. 
Ratner, the training in these subjects and such others as induste 


| pial economics, advanced management and management enzineering, 





46 aizied at and is being successfully directed towards providing 
“fantLiarity and skill in the managemnt level techniques of fiscal 
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 geontroi--not the technicol, specialistelevel. Designation of cer- 
tain active duty billets as specialist billets assignable only to 
eontrollers would be wholly uneacceptable militarily since it would 
deny utilization of existing controiler-type billets for in-service 
experience and on~the-job- training necessary. These billets, as 
well as formal academic training, are vital avenues to fiscal 
experience needed for responsible leadership and lew executive-~ 
level comand in the nodern, costly, complex naval establishment. 

So much for the comparisons end contrasts of commercial 

controllers with military ones; let us now look to Puture course 
for the military controller end consider his probable eontrirution 


to naval financial management. 
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CIAPTER 4 
TE NAVAL CONTROLLER'S CONTRIBUTION 


foo many military veople, including unfortunately some 
commanders of naval activities, expect that luck, good fortune or 
& provident Congress, to-gether with some measure of national 


_ hysteria of war, will always provide them with a sufficiency of 





funds for the scope of operations the service needs dictate. Fow~ 
ever, never has it been more apparent than now that whatever may 
have taken care of the past, in the present and future it is 
going to have to be simply nothing less than good, sound business 
type management of the naval establishment by all hands, by all 
levels of command. 

The foresight, judgment and financial management ability 
Ghat must be reflected in future progran planning, budceting and 
control of expenditures, and in the development of the fi -ures 
that will be demanded by the public to substantiate naval oper- 





ations, will in large neasure determine the scope of our naval 
readiness, and hewee, our national preparedness. At least some 
alternative courses of action are present or possible in almost 
every problem, program, operational plan or budget situation cone 
fronting the naval activity commander. An evaluation of each such 
alternative in terms of it's financial impact should be made as 
much a part of the Captain's or the Admirail's routine as it is the 
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successful private enterprise mana-erb standard policy. One needs 
but to glance at the daily newspapers or the flood of nev policies 
and revisicns to current regulations emanating from the Department 
of Defence and the Navy Department in order to recognize the new 
eragy one of expanded use of modern business and financial nethods 
in the planning, budgeting, accounting and control of government 
funds. This has been even more pronounced since passage of the 
- Budget and Acccuntinse Proeedures Act of 1950, and further imple- 
mentation of the so-called lUoover Report will undoubtedly increase 
the tempo. 

While the HWavy's financial manczement system must fit the 
Navy's own unique needs, it must also mect the basic objective | 
of full disclosure of the necessery financial information cs 
@esired and required by higher authority. This emrhasizes the 
need for recognizing tne new concepts and the revolutionary need 
for professional-<type ‘cost’ avareness on the vart of all con 
manders, Tis new criterion, even though alien, detestable and 
Un-wanted by some ‘warrior' commanders, means that all must not 
only be edent in naval tactics put also must do 2 ereditable job 
of business wanazement. Understinding end utilization of fiscal, 
aceounting, budgeting. and other internal financial control meas- 
ures is now mandatory for successful command administration. 

The much over-worked plea of ‘military necessity! will of 
itself no longer produce sufficicnt fumds from iigsher military or 
@ivilisn sources; to obtain approval of his projects, he must 


also provide edequate and @efensible accounting, fiseal support 








20 
all the way up the line in order that the Navy Department itself 
ean show a fully justified budget, 
It should be starkly clear the commander himself can never 
hope to have time to personally collect, assemble, digest and inter~ 
prete the pertinent fiseal facts in order to properly determine 


syne best course of action; to arrive at the decision which would 





fully consider the immense financi2l responsibilities now forced 


him. Yet neitner can he safely make such a decision without 





obtaining at least some background of pertinent fiscal information. 

if he cannot do the detailed work himself, is uwn-willing 
to decide on a course of action without ascertainable facts ct 
hand, and cannot now legally or in jo0d conscience professionally 
ignore the cogt aspects of the problem at hand, what remains? 
Gimply a resort to the obvious: delegation of detailed vork necess- 
ary to develop the recuired information and prepare ‘he interpre- 
tation to his logical staff assistant, a controller, wnose staff 
funetion it is to be completely informed on such matters. He ean 
gather, digest, arrange, interprete and present all pertinent 
information necded by the commanders in short, can provide hin 
those facts he needs to consider in arriving at a decision. 

The cormzander ashore, like the captain afloat, gets 
specific sailing orders listing nis destination, but both must 
use their own judgment and discretion a thousand times a day in 
avoiding reefs and possibly fatal storms enroute to the destin- 
@tion set by those above; each is free to steer his ow course 
but expert navigation is needed along the way. Yor the activity 


commander, there is a financial navigator available for counsel-~ 
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controller! While he eannot divest hivself of his financial 


sponsibility, he can diminish the onus of being an aecountant. 





By the medium of his controller, he can well anticiprte ahead of 
time whether the results expected will materialize, and can early 
revise his policies and change his course before it is too Late 
and he is on the rocks of financial ignorunce,. 

It is firmly believed the modern covmsnder will eventually 
see his new fiscal responsibilities ag a challen e to nis over~all 
management skill, bis administrative ability; as a vital adjunct 
to his tactiecl sill, which is of course his favored and tradit- 
ional interest. The basis for the develop:ent of most skills is 
some form of incentive; in this case,the incentive will be future 


vomotion initially. Even now, one of the newer factors on which 





@ maval officer's fitness report is based is his demonstrated 





in utilizing the material and personnel resources of his 





As he comes to realize that economy will be an increas- 
ingly important factor in proving his fitness for higher comand 


and greater positions of responsibility, that efficient (nrofitable) 





land performance means more certain promotion and respect, he 
Will most certainly ask for and utilize the »rofessional con 
tribution of his controller. 

Comparable management in vrivate industry already use 
controllership concepts to control and budget for it's operations; 
to find out at all times whether objectives are bein: met, what 
they may eispect in the way of vrofits or losses from operations, 


what the cash position will be from month to month, the over-all 





“inancial position at any given time. Like-wise, the naval 
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nding officer must and will learn to live with and with-in 





a aes budget; must knowfrom month to month,oreven day to day, 
whether or not he is achieving his mission; he must Imow the status 

of his funds (allotment) position in order to know where he stands. 

We too, must set a course ond constantly take 'bearing!to confirm 

that he remains on course, for he cannot ignore available facts or 
merely cuess his position anymore than his counterpart in big~business. 

The controller's contribution helps both hard-pressed exec- 

utives eliminate most of the guess-work. lor he combines a wide 
Prange of technical financial knowledge with maturity, objectivity, 

and a fine sense of what constitutes an ontimum balance insofar 


as the command's fiscal position ond operations are concerned. 






If skeptical of the controller ever attaining his full, 
| “wee role in the Navy, consider only the long, uphill fight 
that the modern control concept had to overcome in ootvese industry. 
‘After almost fifty years, he is still fighting for recognition of 
his true worth in many industries. While the Navy will no doubt 
@apitalisze on industry's progress to date and accept their preven 
applications of controllership, we should expect something less 
‘than over-night clamoring for controllers by all commanders. 


Ferhaps we in the Navy will have controllers who will 







themselves retard and slow final accentance of their potential 

Contribution by endeavoring to falsely usurp operational auth- 
rity; unquestionably we will have others who, w-.ocugh c.lisht- 
ed enough to realize their purely staff status, are so tech- 

Mical minded that they inverianly resist every new program, 


—@ pansion or proposal propounded by line command through predict- 
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dire fiscal results, or even flatly recormending rejection. 


Others will weaken the controller's position and orogress by 





‘ telling cormanding officers why they cannot pursue a selected 
@Gourse instead of tellinz them how they can do so. “till others 
Will become mere accountants or clerks, doing whet the Supply Corps 
and bookkecpers have long since been doing as u proper functions 
and finally, some will foredoom their their worth as real object} 
ive fisenl pleners, internreters and pudget advisors by wasting 
all their time on the meny by-roads of ‘details’. 


Let those of us who are sensitive of the true foal and 






eontribution that control can make, fervently pray that any such 
isequided sovls will be creatly out~-numbered and neutralized by 


those who see themselves in the proper niehe and make the oute © 





ding record of which they are capable. 
Amd while he doesn't make the decisions of command, he 
May greatly influence them by the beneficial, objective present} 
ation of pertinent fiscal facets. At the sane time, the controller 





ds nimself acquiring immeasureable training advantages for exev- 
elise of hicher command in his own right when eligible. For in 
the the daily work for ‘is commander, his field is the sane as 
that of the com-andinge officer and the executive officer wor 


he serves; save for these two, who else in the cozsriand is, by 









the very nature of his work, experiencing the educationclhpenefit 


a 


with the direct operating resp:nsibility for any. “his gives him 





Over=all commend inssight. “or the contrcl? ce too “cs an 


serest in all departments and divisions; vet he is not saddled 





ap 
a detachment and objectivity which even the comzinder and his exec-~ 


——_——— 


utive cannot claim for they are burdened with the resnonsibility 

for all. ‘The controller alone zan devote informed full-tine to 

financial analysis and study of the cormands fiscal problems. 

| Proper exploitation by co:mand of this staff controller 
eontribution can ensure the com anding officer that his decisions 
are related to the financial facts surrouncing the situation at 

hand, and are more closely co-relited and co-ordinated with other 


faetors which make for efficient, effective command administrntion. 
















in conclusion then, it may be said that the military 
controller's objectives and capacities are essentially similar 
to those of his commercial pioneer: he offers the basic data, 
information and fiseal services to his manazenent (command) to 
ensure adequate financial covnsel incident to : 

1» Prenaration and justification of the activity budget, which 
is the recuest for funds and the mamer of intended expenditures 1t 
s the life~blood of operations. 

2. Control ef all funds and finances made available. 

3« Analysis of comzand operations in the light of objectives, 
omperison with established standards, and correction of 


deviations ° 


The controllershir concent, only recently legally and 





formally recognised in the military esta>lishment, must be ex- 


panded to major field commands where utilization presently is 





merely permissive rather than encoureged,in order to attain max- 






imum economy and efficiency of materials, money, persovnel and 


facilities throughout the entire naval es*~ ts ert in this 


era of alvost prohibitive costs for even peace-time defonse. 
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